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Abstract 

In Canada, volunteers significantly contribute to the core value of heritage sector – the 

continuation of histories, traditions, and experiences. However, volunteers from the younger 

generations have not yet been attracted to this sector because the social impacts and the purposes 

of heritage work can be vague to them. This study aims to explore how heritage institutions are 

approaching this issue and to make recommendations to improve these approaches.  
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Heritage Volunteering Management – Approaching the Younger Volunteers in British Columbia 

Introduction 

In Canada, many heritage institutions are non-profit organizations with revenues from 

public funds, donations, and commercial activities; therefore, they rely heavily on volunteers 

(Dabrusin, 2018).  In 2016, there were more than 103,000 museum volunteers contributing over 

5.6 million hours of service (Canadian Museums Association, 2016, p. 2). The number of 

volunteers has always outweighed the number of employees at museums in past studies 

(Canadian Museums Association, 2016; Dabrusin, 2018). A strong volunteer base is crucial for 

these institutions to continue operating. Therefore, heritage volunteer management, the volunteer 

management practices in museums and heritage sites including recruitment, training, and 

volunteering environment, is the topic of this study. Motivations of heritage volunteers or the 

general practices of volunteer management have drawn attention of many researchers around the 

world (Ohlandt, 2013; Deery, Jago & Mair, 2011; Stamer, Lerdall & Guo, 2008; Holmes & 

Edwards, 2007; Orr, 2006; Edwards, 2005). However, the number of studies focusing on 

volunteer management practices in heritage institutions is not sufficient, especially for the 

younger volunteer group from Generation Y (born between 1981-1996) and Z (born between late 

1997 – early 2010s). 

The concept of volunteering started as early as the pre-industry era and has continued to 

evolve over time. The serious leisure concept by Stebbins (2000) and the host-visitor perspective 

by Holmes (2003) were two popular perspectives incorporated in many studies on heritage 

volunteering (Stamer, Lerdall & Guo, 2008; Holmes & Edwards, 2007; Orr, 2006; Edwards, 

2005). Even though the initial motivations varied, the learning opportunity and the volunteer 

experience were two main factors that persistently inspire and help organizations retain heritage 
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volunteers (Ohlandt, 2013; Stamer, Lerdall & Guo, 2008; Orr, 2006; Edwards, 2005). It has been 

proven that the differences in the volunteers' purposes and availabilities could lead to different 

management methods (Barton, Bates & O’Donovan, 2019; Deery, Jago & Mair, 2011; 

Holdsworth, 2010). However, the opposite direction – the influence of volunteer management on 

the volunteer experience – is yet to be fully explored. 

Studies have also shown that university students among the youngest group of Gen Y and 

the oldest group of Gen Z usually volunteered for career-related reasons, and they typically 

found it challenging to fit volunteer activities into their busy schedules (Barton, Bates & 

O’Donovan, 2019; Deery, Jago & Mair, 2011; Holdsworth, 2010). These two groups had specific 

preferences and rationales when choosing activities or interacting with different training methods 

(Fry, Igielnik & Patten, 2018; Bresman & Rao, 2017; Fishman, 2016). The uniqueness of these 

two groups requires a dynamic approach to allow both the host organization and the volunteers 

to maximize their benefits. 

Research Question 

The need to deeply understand the influence of volunteer management on the volunteer 

experience and to find out the appropriate approaches to younger volunteers is the inspiration for 

this research. The main research question is: How can heritage volunteering leadership manage 

marketing strategies, volunteer training, and volunteer environment to effectively recruit and 

retain younger volunteers from Gen Y and Gen Z (19 years old – 29 years old)? It is undeniable 

that these generations will gradually take over the workforce and volunteer force; however, they 

need a better understanding of the value of heritage before investing more time and effort in this 

field. As a result, answers to this question can provide insights for heritage institutions to build a 

sustainable volunteer community for future generations. In addition, this study aims to provide a 
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theoretical framework for host organizations to better manage Gen Y and Gen Z volunteers in 

the heritage sector – especially in British Columbia. The destination management framework by 

UNWTO (World Tourism Organization, 2007) was adopted to build the aforementioned 

theoretical framework. A constructivist research approach was used to unfold different layers of 

heritage volunteering management.  

Please note that Statistics Canada considers people from 15-29 years old as the young 

Canadian group (2019, Canadian youth in numbers). We looked at heritage volunteers between 

the ages of 19-29 for this research because, generally, young Canadians before the age of 19 

need parental consent to volunteer their time. This group is referred to as the younger volunteer 

group or, the younger generation in this study.  

Thesis Sections 

Below, the literature review will provide the background of volunteering in general and in 

the heritage sector. The research questions and research methodology come next. Interviewing 

heritage volunteer leaders and experts in the field was the primary research method here. 

Interviews, surveys with the volunteers, and content analysis were used as research methods to 

create a triangulation so that recommendations could be meaningful despite the limited number 

of participants. Finally, data analysis is used to lay out findings from the interviews and surveys 

before the discussion and recommendation sections.  

Literature Review 

The Overall Volunteer Experience 

The concept of volunteering has been evolving. During the pre-industrial era, volunteering 

was labelled as an act of altruism because most volunteer activities were to fight poverty 

(Stebbins & Graham, 2004, p. 16). However, later in the 18th and 19th centuries, volunteering 



HERITAGE VOLUNTEERING  10 
 

became “a means to help address a whole deprivation and poverty” (Stebbins & Graham, 2004, 

p. 16). During that time, people considered volunteering “either as a duty undertaken by 

privileged people with superfluous leisure time to support a worthy cause or alternatively as a 

pursuit to further enhance privilege and social status” (2004, p. 16). In other words, volunteers 

wanted to contribute their leisure time to create a positive impact or gain specific skills, benefits, 

or titles from their committed time. In 2000, organizations started to consider volunteering as 

unpaid work because of its influence on operation and productivity (p. 17). Volunteers expected 

to “interact with like-minded people, to further education and knowledge, to provide enjoyment 

and entertainment, to improve the environment, and to control society” (p. 18). By 2004, 

volunteering was also viewed from an economic perspective as it helped with fulfilling tasks and 

positions at low cost (p. 18). Another concept that has been widely used in volunteering studies 

in the 20th century was the serious leisure concept developed since 1992 by Stebbins. This 

concept suggests that heritage volunteering is more serious than other leisure activities because 

of its durable benefits relating to personal mental health or career-related benefits (Stebbins, 

2000). The next section provides more details on these benefits.  

The term “career volunteering” was common in Australia (Edwards, p. 28, 2005). 

Specifically, besides contributing to the community, volunteers gained personal benefits, which 

were “satisfying an interest, feeling competent to do the work, being able to use their skills and 

opportunities for social interaction” (p. 28). At the same time, among student volunteers in 

English Higher Education, Holdsworth found out that employability was a common motivation 

of this sample group, especially to women, young students, and ethnic minority groups (2010, 

pp. 424-425). All students in this study wanted to acquire new skills and experiences to build 

their resumes or impress potential employers (pp. 427-428). 
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Highlighting career-related benefits can be used as an effective approach for heritage 

organizations to attract more volunteers. However, focusing too much on these benefits may 

discredit the social or personal benefits, which are greatly beneficial to volunteers (Holdsworth, 

2010, p. 435), especially in the long run. From volunteers at the 2005 BMO Canadian Women’s 

Golf Championship, MacLean & Hamm (2007) learnt that career volunteering was only a part of 

the volunteer experience (p. 538). The career-related benefits might motivate people to start 

volunteering initially, however, golf pride, love for the sport, and volunteer role (volunteer 

assignment) played a bigger role in golf volunteers’ commitment and intention to continue (pp. 

545-547). For the student volunteers in Holdsworth’s study, the learning opportunity 

transitioning them to “adulthood” inspired them to continue the volunteering activities (2010, pp. 

429-431), regardless of their initial motivations. 

Meanwhile, MacLean & Hamm (2007) and Holdsworth (2010) discovered that the overall 

volunteer experience over time was undermined. In a comprehensive study on existing 

knowledge on volunteering, it was noted that “systematic empirical research in leisure and other 

volunteering settings has yet to adequately track and explain the causes and consequences of 

volunteer behaviour over time” (Lockstone-Binney, Holmes, Smith & Baum, 2010, p. 447). 

There is a need to understand the overall experience as volunteers take on their roles and interact 

with the volunteering environment, as well as how the management objectives of different 

organizations influence this experience. Developing these insights can help organizations 

improve the volunteering experience and, hopefully, increase satisfaction, commitment, and 

intention to continue volunteering. 

Volunteering in the Heritage Sector 

Heritage Volunteering as a “Serious Leisure” 
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Volunteering in the heritage sector is more complex than the casual leisure that people do 

for fun on their own schedules; it should be considered and managed as serious leisure (Orr, 

2006, p. 206). The serious leisure concept has been used as the framework for many studies on 

heritage volunteering management and volunteer motivations (Stamer, Lerdall & Guo, 2008; 

Orr, 2006).  

The six qualifications distinguishing this concept are summarized in Figure 1 below.  

 

Figure 1. A summary of special qualifications defining the serious leisure concept (Stebbins, 

2000, p. 341). 

Orr applied this concept throughout her paper on museum volunteering (2006, p. 194). She 

pointed out that learning was "at the heart of all museums" (p. 201) in the UK. Using learning as 

the "selling point" had been a government recruitment strategy (p. 201). Meanwhile, learning is 

among the six distinctive qualities of the serious leisure concept; learning here was ongoing and 

more sophisticated than a hobby or a casual leisure (p. 201). Training from experts in the field or 

access to extensive historical information matched heritage volunteers to the serious leisure 

concept (p. 201) and set it apart from other volunteer activities. Besides learning, the museums' 
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leisure space for volunteers to self-generate meanings was argued as another crucial benefit (Orr, 

2006, p. 202). This benefit will be elaborated in the Production–Consumption–Reproduction 

model in the next section.  

Stamer, Lerdall & Guo used the serious leisure concept to build management practices for 

heritage volunteering (2008, p. 203). The three management practices recommended by them 

were: 1) building a community of volunteers, 2) enhancing learning experiences, and 3) fostering 

self-management (p. 207). Among these three areas, the volunteer community was an essential 

part of recruitment and retention. This community had physical and mental components, such as 

volunteer lounges, library, volunteer training, or recognition (pp. 207-208). The contents of the 

training programs and opportunities for volunteers to interact with experts in the field, were 

some highlights of successful volunteer learning experiences (p. 208). 

The self-management area seemed to evolve from the two previous areas. From a variety 

of roles to a system of coaching or mentoring, volunteers could develop and practice their 

leadership skills (p. 210). Over time, these volunteers could become leaders with solid skills to 

manage other volunteers (p. 210). Moreover, self-management helped volunteers feel their 

“active roles” and contribution directly (p. 211). These three promising practices highly correlate 

to the serious leisure concept. 

Heritage Volunteers as Hosts and Visitors 

Another way to look at heritage volunteers is to consider them as both hosts and guests 

(Holmes, 2003; Holmes & Edwards, 2007). According to Holmes (2003), “pursue interest” was 

the most popular initial motive among heritage volunteers, while gaining work experiences was 

rarely mentioned (2003, p. 349). On the other hand, social opportunities, enjoyment/recreation, 

and colleagues were the main reasons for volunteers to continue their services (p. 349). In 
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addition, Holmes made a comparison between work-related citations and enjoyable leisure-

related citations (p. 351). The result showed that heritage volunteering leaned much more toward 

the leisure spectrum; the number of leisure-related citations was six times more than that of 

work-related citations (p. 351). Based on the similarities between visitor’s motives found by 

Hood (as cited by Holmes, 2003, p. 346) and volunteers’ motives found by Holmes, Holmes 

suggested that host organizations should consider heritage volunteers as visitors – “a distinct 

group of a museum’s audience” (p. 352). When host organizations acknowledge this special 

visitor group, they could utilize the power of building a “committed, long-serving” volunteer 

community and other marketing strategies to recruit and retain volunteers (p. 353). 

Visitors Volunteers 

Characteristics 

Generally educated High level of education 

Professional occupations Professional or clerical occupations 

Motivations and benefits sought 

Interest in culture Special interest in culture, science, history, art 

Challenge of new experiences 
Enjoy their experience of volunteering 

Broadens their experience of life 

Doing something worthwhile 
Doing something they are good at 

Personal achievement 

Feeling comfortable in one’s surroundings 
Immerse themselves in the culture of the 

museum 

Opportunity to learn 
Want to use their skills, broaden their skills, 

learn new skills 

Participating actively Satisfying an interest 

Social interaction Want to meet people and make friends 

Take their children for an educational 

experience/transfer knowledge between 

parents and children 

Continue to educate children about culture, 

science, history, art 

Early socialization to museums 

Prestige Volunteer for an organization that is prestigious 

Values 

Culturally socialized Culturally socialized 

Museum is highly valued Ensure museums continued to be valued 

Passion for history, science, culture, art Passion for preserving history, science, culture, art 

Table 1. Comparison of Volunteer and Visitor Participation in Museums (Holmes & Edwards, 

2007). 
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Holmes & Edwards (2007) built on this topic by providing a detailed comparison of 

Volunteer and Visitor Participation in Museums (see table 1). Based on this comparison, 

volunteers required a flexible and creative approach rather than compensation in the economic 

model (p. 161). The Visitor-Volunteer Continuum by Holmes (2003) was also quoted as a useful 

tool for volunteer management. From this model, “it might be more appropriate to see 

[volunteers] as another segment of the museum audience with opportunities for targeting 

frequent visitors as future volunteers” (p. 160). 

 

Figure 2. The Visitor-Volunteer Continuum (as cited by Holmes & Edwards, 2007, p. 160). 

To an extent, Orr supported the argument that heritage volunteering was a leisure activity 

that volunteers enjoyed as much as visitors (2006, p. 202). She referred to the museum as a 

leisure space – “a creative space where volunteers are active in appropriating their own heritage 

and contextualizing the museum within their own lives” (p. 202). From that perspective, Orr's 

production-consumption-reproduction model can significantly contribute to many management 

implications in this field (see Figure 3). 
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Figure 3. Production–Consumption–Reproduction model (Orr, 2006, p. 203). 

In this model, museums and heritage sites provide the space for volunteers “to make their 

own culture and contribute to the construction of their own identities” (Orr, 2006, p. 203) 

through certain languages and preferable ways to communicate or behave. These volunteers 

expose themselves to the exhibitions, collections, or activities as visitors before transferring their 

knowledge to other visitors. They consume the information, interpret it, and then reproduce it to 

either family members, friends, or visitors (Orr, 2006, p. 203). This durable benefit and unique 

social world link heritage volunteering to the serious leisure concept (p. 203). This model also 

pointed out the importance of the heritage volunteers, the volunteering environment, the flow of 

information, and the host organizations' management ability in this sector. 

Heritage Volunteer Training 

Although the resource is limited, museum training has been the topic of some studies. 

Training, both the contents and the opportunities to interact with the experts in the field, can 
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support building the volunteer community – an essential part of recruitment and retention 

(Stamer, Lerdall & Guo, 2008, pp. 207-208). The ‘continuing education’ factor was found to be 

“a major incentive in retention” (p. 209).  In Ohlandt’s study on volunteer training in Seattle-

area, museums used training to help volunteers enhance experience in public interaction, gain 

technical skills, and develop an understanding of the values of the organizations (2013, p. 16). 

Training was provided through different tools and platforms: e-training, peer training, 

orientation, and on-the-job training (pp. 19-20). Using training materials, these museums aimed 

to provide benefits to the volunteer and the organizations, especially the special skills required 

for the volunteer position (pp. 20-21). There were several techniques to achieve the mentioned 

outcomes, including: “getting to know volunteers better, including social aspects in training, 

having volunteers mentor others, ensuring volunteer and staff interaction… (pp. 22-23). The 

lower turnover rate among volunteers, the boost in self-confidence for them, or the positive cues 

through observations were the measurements to ensure the training effectiveness (pp. 21-22). 

When Holmes studied museum volunteering for work experience in the UK, the training 

element was also mentioned as part of the valuable learning opportunity (2006, p. 250) 

Volunteers here suggested the host organizations to “set out [mandatory] guidelines for key skills 

or competencies” (p. 251). These core competencies would enable volunteers to build a rich 

portfolio with different experiences and gain future employment in any field (p. 251). In this 

study, Holmes also pointed out the irony of museums’ focus on education and learning, while 

staff development and training were limited in the UK (pp. 251-252).  

Overall, the differences in volunteer motivations can contribute great insights for museums 

and heritage attractions to improve volunteer management; they help organizations design 

programs that “offer real opportunities for community engagement and satisfying experiences” 
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(Edwards, 2005, p. 29). Understanding motivation is also a reality checkpoint on their marketing 

strategies, and avoid misleading information leading to disappointment (p. 29). Better 

volunteering experiences can bring benefits to not only the volunteers but also the organizations 

themselves. Volunteer training has shown the greatest potential in the ongoing development of 

volunteer management, supporting two qualities of the serious leisure framework – learning 

experience and a strong volunteer community (Ohlandt, 2013; Stamer, Lerdall & Guo, 2008; 

Orr, 2006). Different organizations, depending on the size and capability, can provide training 

through different methods and platforms. 

Simultaneously, organizations in this sector need to avoid the blind spot of considering 

museum volunteers as "a homogenous group" (Deery, Jago & Mair, 2011, p. 323). In a study on 

museum volunteer motivations among different age groups, younger volunteers were more 

inspired by career-oriented experiences (p. 322). However, two other older volunteer groups with 

no significant age gap still had “substantially different” motivations, requiring "a variety of 

stimuli and rewards" (p. 321). Studies have found that, despite the social and career benefits, 

museum volunteers have demonstrated specific interests in the field, in the challenges of new 

experiences and personal achievement (Holmes & Edwards, 2007, p. 159). Organizations should 

also be aware of the challenges that volunteers may face: the time commitment with the 

organizations, with school or work, or with family (Barton, Bates & O’Donovan, 2019, p. 459; 

Stebbins, 2000, p. 321).  The required understanding of exhibitions or the ability to communicate 

historical stories to the visitors can add more pressure to the volunteers, considering other 

commitments are on the table. Stebbins used the term "the marginality of career volunteering" 

(2000) to refer to volunteers' challenges to balance between their volunteer work and their real 

lives. This marginality could arise more often to the “serious leisure enthusiasts” because of their 
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“desire to engage in the activity beyond time and money available for it” (Stebbins, 2000, p. 

320).  

The Younger Generations – Generation Y & Generation Z 

 As mentioned above, each generation can have different preferences and expectations in 

their daily lives and volunteer activities. The two sections below will point out these differences 

among Generation Y and Generation Z. Generation Y, or Millennials, includes anyone born 

between 1981 and 1996 (Dimock, 2019, para. 6). Meanwhile, people born between 1997 and 

2012 are referred to as Generation Z (para. 8).  

Millennials 

This generation is statistically more educated; more women of this age group hold 

bachelor’s degrees than men; they are more likely to be working and more racially and ethnically 

diverse than older generations (Fry, Igielnik & Patten, 2018). An organization focusing only on 

profit will not attract Gen Y; instead, Millennials look for transparency from brands, social 

impact, and volunteering (Agrawal, 2018; Zimmerman, 2016). They are more likely to stay 

longer with companies sharing the same values (Zimmerman, 2016, para. 3). Therefore, 

companies should emphasize the core values that resonate with this generation during training 

(Hackel, 2016, p. 28).  

When it comes to technology use, Millennials are the early adopters. Digital materials – 

videos, animations, images – and digital platforms are effective training methods for this 

generation (Hackel, 2016, p. 28). Gen Y led the number of Facebook users in 2019 (Vogels, 

2019, para. 6); moreover, 73% of online Millennials considered internet usage positively 

influenced society (as cited by Vogels, 2019, para 10). Millennials tune in with live events on 

Twitter and see the platform as opportunities to create meaningful connections (Landrum, 2017, 



HERITAGE VOLUNTEERING  20 
 

para. 6). They are the most “data-savvy, data-hungry, and data-empowered” generation 

(Landrum, 2017, para. 13). In 2019, Facebook and YouTube were the two most common social 

media platforms for those between the age of 18-40 years old; Instagram was more popular to the 

18-29-year-old age group (Pews Research Center, para. 4). Their use of technology and social 

platforms for data can open doors for organizations to prove their transparency to the Millennials 

(Agrawal, 2018, para. 17). There were cases of organizations using social media to create a sense 

of belonging, boost employee satisfaction, and build a brand that makes Gen Y employees eager 

to represent (Naim, 2014, p. 176).  

Even though there will be differences depending on the region and culture, these 

similarities show that museums and heritages need to have separate messages and channels to 

approach this generation. In a study by Gorczyca & Hartman on Millennials and charity 

donations, they pointed out that engaging young professionals in the advisory board could help 

this generation have a sense of achievement and contribution: “it creates an avenue for receiving 

Millennials’ perspectives on how to further engage others and promote giving” (2017, p. 424). 

Moreover, as relationships are essential to Millennials, mentoring, coaching, or a one-on-one 

meeting with constructive feedback are equally important (Gorczyca & Hartmans, 2017, p. 425; 

Fishman, 2016, p. 253). This generation will pay more attention to content that are “personalized 

and convenient, sent often, and integrated across all platforms” (p. 425). 

McLean discovered that Millennials valued the non-monetary rewards in volunteerism. 

(2018, pp. 24-25). These rewards could be personal branding, fun social time, job experience, or 

pro-social behavior (pp. 24-25). Also, Millennials in this study brought up the marginality of 

volunteer work found by Stebbins (2000). They imagined volunteer work to be fun, the location 

to be close to home, the timeline to fit in their busy schedules and not burn them out (pp. 25-27). 
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Also, they assumed there were no volunteer opportunities unless recruitment messages were 

“prominently” displayed on online platforms (p. 30). McLean provided a wonderful list of 

recommendations for nonprofit and communication practitioners trying to approach Gen Y (see 

table 2). 

Category Recruitment Participation Retention 

Rewards not 

Money 

- Speak clearly about the rewards during 

recruitment messaging. 
- Normalize rewards – both tangible and intangible. 

- Deliver the 

promised rewards. 

- Remind participants 

of their rewards; take 

time 
for reflection. 

Convenience - Advertise the convenience of your volunteer 

sign-up process and the available shifts/process. 

What is convenient for some may not be for other, 

advertise what you have. 

- “Show and tell” for this suggestion. Shoot a 

video that walks volunteers through the sign-up 

process, make orientation an interactive online 

quiz, use Snapchat or Instagram stories to make 

obscure volunteer jobs more familiar. 

*Participants are typically understanding of extra 

steps if they are clear about what is expected and 

why. If your organization needs background 

checks, skilled training, or a long-term 

commitment, be transparent about these 

requirements; you can find other ways to advertise 
convenience (Free parking! Flexible schedules! 
Great comradery! Recommendation Letters!) 

- Implement 

convenience 

procedures as much as 

possible: snack breaks, 

social media breaks, 

short shifts, easy 

orientation, quick sign-

up, etc. 

- Ask volunteers for 

suggestions about 

the volunteer 

process, from sign-

up to sign-out. 

- Make convenience a 

part of your story so 

that your volunteers 

remember to share that 

aspect with 

friends/family 

Different 

Reasons – 

Identity 

Messaging 

CATEGORY 1 

- For this audience, 

you will benefit from 

including identity-

based messaging 

CATEGORY 2 

- For this audience, take 

out identity messaging as 

it may be intimidating or 

unattractive 

*If you cannot segment 

messaging, try posting 
alternating messaging 
to reach both 
audiences 

- During the volunteer’s participation and in any 

follow- up/retention communication, begin to 

implement identity messaging. 

- Identity messaging works best for those who 

already volunteer or who are likely to 

volunteer. 

Immediate 

Need Model 

- Use messaging to emphasize the immediate 

impact of volunteer efforts 

- Sprinkle in information which emphasizes the 

long- lasting effects of the work being done by the 

organization as a whole 

- Utilize the metaphor of construction and other 

language recommendations to emphasize the full-

scale impact of your organization’s services. 

- Thank volunteers for 

their work that day, 

explain how that day’s 

work has impacted the 

larger mission. 

- Explain that 

volunteering is an 

important (but not the 

only) part of the 

organization’s efforts 

- Use long-lasting 

relationships to 

introduce volunteers 

to and teach them 

about the work being 

done by the social 

sector and voluntary 

sector 

- Help establish the 

importance of 

immediate need and 

infrastructural 
service organizations 

Table 2. Practical Recommendations for Nonprofit and Communication Practitioners (McLean, 

2018). 
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Gen Z 

In general, Gen Z is known for “an increased openness to diversity, and a desire to make a 

difference and have a positive impact on the world” (Dougherty, Clarke & Spasevski, 2020, para. 

1). They consider a higher level of responsibility and more freedom as attractive leadership 

attributes (Bresmand & Rao, 2017, para. 5). At the same time, they can be the loneliest 

generation ever (The Economist, 2019, para. 2). Some hypotheses behind this mental health state 

are the peer pressure coming from social media, the academic worries, or the normal depression 

tendencies of all ages (The Economist, 2019, para. 3-4). The statistics in 2018 in America show 

that Gen Z’s are more stressed about issues in the national news than adults overall, significantly 

in mass shootings, suicide rates, separation and deportation of immigrant and migrant families, 

and widespread sexual harassment and assault reports (American Psychological Association, 

2018, p. 3).  

Technology-wise, if the Millennials started exposing to mobile devices or social media in 

their teenage years, Gen Z has always been surrounded by these tools; they are the digital natives 

(Dimock, 2019, para. 11). However, for Gen Z students in the U.S and Canada, technology was 

often considered as a hindrance to their work (Bresmand & Rao, 2017, para. 15). The immersion 

of Gen Z in technology weakens their interpersonal skills that are necessary to negotiate or 

cooperate with coworkers; therefore, they may be unprepared going into the workforce 

(Schawbel, 2019). They prefer in-person training more than online classes (para. 15-18). This 

finding fits in their preferences for face-to-face connection from other studies. Also, their short 

attention span – 8 seconds (Patel, 2017, section 3) – and the demand for authentic content 

(section 5) call for concise and truthful messages that can demonstrate the companies’ values and 

purposes (Stefanini, 2020, para. 4-6).  
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Studies on volunteering and Gen Z are not as prolific as for Gen Y. However, there are 

some helpful studies like the doctoral dissertation by Howard at Walden University on 

generation-based volunteer management. The Gen Z participants in this study showed the 

appreciation for face-to-face connection; the dinner table was where they shared daily events 

(2016, p. 118). As they became adults, Gen Z also enjoyed volunteer activities that contributed to 

their communities like the Millennials (p. 123). It is interesting that Gen Z participants “all 

admitted to literally living online” (p. 132), but still preferred the connections offline. There were 

other preferences identified in this study: up-to-date technologies used by host organizations (p. 

123), quick responses from the recruitment team of the host organization, low-pressure work, 

diversity in the volunteer environment, or open feedback system, etc. (pp. 137-142). This study's 

limit is the Gen Z cohort had only 4 participants (p. 104). The paucity of research in this area 

underscores the importance of conducting a study on heritage volunteering management. 

Looking from a Management Perspective 

Based on past studies, the volunteer community, or the leisure space, and volunteer 

training have emerged to be essential and influential to the overall volunteer experience at 

heritage sites (Stamer, Lergall & Guo, 2008; Ohlandt, 2013; Holmes, 2006; Orr, 2006). Whether 

the volunteers want to have an enjoyable time or develop specific skills, this community seems 

to have the capacity to fulfill their needs. It allows people to understand and develop themselves 

while socializing and pursuing their interests. One question here is the role of the host 

organizations to the volunteers and this volunteer community. Without the host organization, 

how can the volunteer community exist in the first place? How does a host organization manage 

its volunteer community and create an environment that aligns with its values and ensures its 

sustainability? 
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If museums or heritage sites are considered mini tourism destinations, the destination 

management framework UNWTO (see Figure 3) can provide some insights to answer the 

questions above. According to UNWTO, effective destination management can offer the 

following advantages: 1) establishing a competitive edge, 2) ensuring tourism sustainability, 3) 

spreading the benefits of tourism, 4) improving tourism yield, 5) building a strong and vibrant 

brand identity (2007, p. 22).  

 

Figure 4. Destination Management Framework (World Tourism Organization, 2007, p. 17) 

The volunteer management team is equivalent to the Destination Management 

Organization (DMO) in this model. The management team needs to consider all the elements 

affecting the volunteering experience. Instead of attracting visitors, marketing here means 

recruiting potential volunteers for the organization. Delivering on the ground indicates the 

volunteer experience matching the expectations that marketing sets. 

Finally, the volunteering environment needs to be well-established.  As UNWTO 

suggested, [a suitable environment] is the foundation of destination management on which the 
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marketing of the destination and the delivery of the experience are dependent. Before the visitors 

are attracted by marketing or arrive at the destination themselves, the right social, economic and 

physical environment in which to develop tourism must exist. A strong and authoritative DMO 

will be necessary to provide the leadership and co-ordinate this process (2007, pp. 4-5). 

Based on this framework, museums and heritage sites can create their own framework to 

manage and develop their strategic approaches. The intention is to gain the same advantages of 

effective destination management in heritage volunteer management. 

Applying the Destination Management Framework to Heritage Volunteer Management 

One difference between heritage volunteer management and destination management is 

their scales. Destination management can involve many more different stakeholders and contain 

more elements (UNWTO, 2007, pp. 4-6); meanwhile, heritage volunteer management can 

involve multiple elements from two main stakeholders – the host organizations and the 

volunteers. Even though the resources are limited, volunteer training programs have proven their 

worth to be included in the framework as well (Ohlandt, 2013; Stamer, Lerdall & Guo, 2008; 

Orr, 2006; Holmes, 2006). See Figure 4 for the adopted framework. 

In Figure 4, the Volunteer’s Personal Factors box includes objective factors that can decide 

if someone will volunteer and if they will be satisfy with the volunteer experience. The Level of 

Commitment box stands for a sustainable volunteer base. It also represents the goal of this 

research: to recruit and retain more younger volunteers to the heritage field.  The yellow boxes 

are factors controlled by the institution management that can influence the volunteer experience. 

It is similar to the DMO role from the original framework by UNWTO (2007); it decides the 

marketing strategies, the training programs, and the volunteer environment, which altogether 
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affect the overall volunteer experiences. Then, these experiences can eventually change the level 

of commitment or other goals under focus. 

 

Figure 5. Heritage volunteer management framework 

Although the management role of the heritage institutions – the host organization – was not 

emphasized in past studies, it has always been directing from behind the scenes.  From the 

beginning, organizations send out marketing messages to recruit the volunteers. Volunteer 

managers or organizers – depending on the structure of the organizations – conduct interviews 

and match available positions to the volunteers’ skills. The host organizations facilitate volunteer 

training. Moreover, the host organizations offer the facilities, hold the ability to set policies, 

provide performance reviews, or open more opportunities for volunteers. The management role 

is embedded in the two yellow boxes: Volunteer Management Objectives and Vision & Mission, 

or Strategic Plan of the Organization. Past studies focused on separate areas in the models used 

motivations as the starting point. However, the framework here calls for the management 

perspective – how volunteer management objectives influence each blue box and eventually 
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change the entire volunteering picture in the heritage sector. Focusing on the younger 

generations, are the objectives aligned with Gen Y and Gen Z? If yes, how have they been 

effectively executing the objectives? If no, how should they adjust the objectives? What can help 

the host organizations in this adjusting process – a framework or a model? 

The heritage sector is chosen here because it is an important part of every nation, 

especially Canada. Not-for-profit organizations in this sector are conserving the stories that bring 

people or countries to where they are now. The histories, the traditions, the past experiences give 

people lessons and create a sense of appreciation for what we are having. Volunteers 

significantly contribute to the core value of these organizations – the continuation of histories, 

traditions, and experiences. Millennials and Gen Z are chosen because of the undeniable fact that 

they have been taking over the workforce and will continue to do so (Gilchrist, 2019, para. 9). 

Volunteer force will see the same movement as well. However, there is no recent research that 

addresses volunteer motivation and appropriate management approaches for the newest 

generations. Since “generational characteristics forever will impact values, attitudes, lifestyles, 

and priorities” (Fishman, 2016, p. 250), organizations can greatly benefit from understanding 

Gen Y and Gen Z in heritage volunteers; recruiting messages, training methods, and retention 

strategies will all be impacted by all generations (Fishman, 2016; Howard, 2016). 

The assumption here is the heritage sector is not yet attractive to the younger generations 

because they are not aware of the social impacts as well as the purposes of heritage work. This 

study explores how heritage institutions are approaching this issue and the practicality of these 

approaches. In the end, recommendations for host organizations to better manage Millennial and 

Gen Z volunteers in the heritage sector will be provided. 

Research Methodology 
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Heritage volunteering is a genuinely dynamic phenomenon. Personal interpretation or 

motivation has a strong influence on what volunteering means to the volunteers. Museums and 

heritage sites also contribute to this complexity through the recruitment process, training, and 

policies. Therefore, the constructivist and qualitative approaches fit here. This approach suggests 

that the truth and meaning are constructed by the interactions between the subjects and the 

external world; the subjects do not find meaning, but “construct their own meaning in different 

ways, even in relation to the same phenomenon” (Gray, 2019, p. 20 & Flick, 2004, pp. 93-94). 

With the constructivist approach, how different parties contribute to the phenomenon in the real 

world can be unpacked (Robson & McCartan, 2016, p. 41). It enables the flexibility of the data 

collection process as long as the aim to understand a particular topic is reached (Robson & 

McCartan, 2016, p. 41). Also, the collected data will be more relevant to the real-life context 

with this approach (Flick, 2004, p. 94). 

This study used semi-structured interviews with open-ended questions, a popular method 

for this social phenomenon (Stebbins, 2000; Deery, Jago & Mair, 2011; Ohlandt, 2013). Open-

ended questions can encourage respondents to freely show their knowledge instead of being 

framed in certain directions (Robson & McCartan, 2016, p. 287). This method can help with 

addressing all the “pertinent issues” coming up during the conversations (Deery, Jago & Mair, 

2011, p. 317). Moreover, semi-structured interview method enables the interviewer to ask 

follow-up questions and elaborate on important information that is new to the researcher (Gill, 

Stewart, Treasure & Chadwick, 2008, pp. 291-292). As a result, the findings can be more 

fulsome and truer to reality.  As the topic focuses on management, interviews with leaders in 

heritage volunteer management, or top management of the institutions managing this department 
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were mandatory. Because of the current Covid-19 pandemic, most interviews were conducted via 

video calls on Zoom, and one was via a phone call.  

On the other hand, feedback and comments from the volunteers were needed to validify the 

information provided by the management team. This set of information was collected using an 

online survey since it helped the researcher reach out to a bigger population within a shorter 

period (Wright, 2005, section 2).  Survey is defined as “a systematic method for gathering 

information from entities for the purpose of constructing quantitative descriptors of the attributes 

of the larger population of which the entities are members” (Groves et al., 2004, p. 4). Two other 

main advantages of this method are “a straightforward approach” for exploring attitudes and 

motives, and “high amounts of data standardization” (Robson & McCartan, 2016, p. 248). As a 

result, it is easier to organize and analyze the data.  

Triangulation was used to validate collected data and allow more opportunities for 

comparison (Carter, Bryant-Lukosius, DiCenso, Blythe & Neville, 2014, p. 546; Robson & 

McCartan, 2016, p. 171). The triangulation is made up of secondary data from the literature 

review, primary data from heritage volunteer management and the volunteers, and a content 

analysis showing the connection between past studies and findings in this study. This study 

provides the basis for further discussion and recommendation.  

Sample Size 

For the interviews, 18 invitations were sent to museums and heritage sites within BC via 

emails, and 10 leaders and experts agreed to join the online interview sessions; one expert was 

recommended by a leader participating in this research. Those heritage sites are randomly picked 

from hellobc.com. As long as the institutions have worked with volunteers and locate within BC, 

they are chosen regardless of their size or area of operation (urban or rural) to avoid selection 
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bias (Pannucci & Wilkins, 2010, pp. 620-621). Eight out of twelve leaders represented their 

organizations – museums or heritage sites – while the other three are experts in the heritage and 

volunteer management field. Two experts are based in BC, and one is based in Washington State. 

These experts were chosen because of their expertise in the heritage field. They were asked to 

provide their views on heritage volunteering in BC instead of questions related to any specific 

institution. Each interview consisted of open-ended questions and lasted approximately 30-55 

minutes. The questions related to volunteer management - volunteer marketing strategies, 

training programs, and volunteer environment. The interviews were voice-recorded; raw data 

was to be erased upon successful final report's submission for publication.  

Along with online semi-structured interviews with the leaders and experts in the field, 

surveys were sent out using emails and social media platforms, mostly university student groups. 

Requests to share this survey with the volunteers were sent via email to the management of 

various heritage institutions; however, there was minimal to no support from these organizations 

due to privacy reasons. Qualtrics free survey option was used to create the survey for this study. 

Within the 14 questions in the survey, eight were multiple-choice, and six were meant to collect 

qualitative data. Questions were divided into three areas: volunteer recruitment, volunteer 

training, and volunteer environment. Even though there were only eight participants for this 

survey, the qualitative data tying to the multiple-choice questions provided more insights for the 

research.  

Research Questions 

The main research question is: How can a heritage volunteering leadership team manage 

marketing strategies, volunteer training, and volunteer environment to effectively recruit and 

retain younger volunteer from Gen Y and Gen Z? 
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Three sub-questions were developed from the main research question. Please note that 

these are also the questions used during the semi-structured interviews.  

Sub-question 1: How can the heritage volunteer leadership team manage marketing 

strategies to potential volunteers? 

1. What is the current recruiting process? 

2. What are the characteristics that the host organization looks for in a volunteer? Why these 

characteristics? 

3. How does the host organization match volunteers to the appropriate position considering all 

volunteer positions that are available? 

4. What are the communication channels being used to reach out to potential volunteers? Which 

communication channels do you find effective to the younger volunteer group? 

5. How does the host organization communicate the requirements and challenges for their 

volunteer roles? 

Sub-question 2: How can the heritage volunteer leadership team manage training? 

6. What does volunteer training mean to your organization, in other words, the purpose of 

training? 

7. How often does an organization provide volunteer training? 

8. What are the topics in the current training programs? Why are they important to the host 

organization and the volunteers? 

9. What are some current face-to-face and online training methods being used? 

10. What method has proved to be most effective to younger volunteers? 

11. How can the current training programs help the volunteers with a serious career in the 

future? 
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Sub-question 3: What methods can the heritage volunteer leadership team use to 

manage the volunteer environment in the organization? 

12. What resources/benefits does the organization offer to the volunteers? 

13. What are the most important organizational policies that must be followed by the 

volunteers? 

14. What strengths and weaknesses do you see in the current volunteer environment in your 

organization? 

15. What kind of support is being offered to new volunteers to get used to the volunteer 

environment? 

16. What are some special strategies/tactics to address the younger volunteer group? 

Data Analysis 

Findings from the Interviews with the Leaders and Experts in the Heritage Field 

To manage the qualitative data from these interviews, LeCompte and Schensul (1999) 

present seven steps for “tidying up” qualitative data: 

The management involves (1) maintaining copies of all important materials; (2) ordering 

field notes or researcher memos using a chronological, genre, cast-of-characters, event or 

activity, topical, or quantitative data file schema; (3) designing and implementing a system 

for labeling and logging interviews; (4) cataloging or indexing all documents and artifacts; 

(5) establishing the safe storage of all materials; (6) checking for missing data; and (7) 

developing a process for reading and reviewing text (as quoted by McLellan, MacQueen & 

Neidig, 2003, p. 70). 

After organizing the raw data, each recording was listened to three times solely by the 

researcher to ensure all the ideas were transcribed. First, data was grouped into three sections, the 
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same grouping as the interview questions: volunteer recruitment, volunteer training, and 

volunteer environment. Secondly, the data was grouped again into themes using semantic codes. 

The semantic approach in thematic analysis looks at the “explicit” meanings of the data, not 

anything beyond what the participants has said (Braun & Clarke, 2006, p. 84); therefore, 

researcher’s bias can be reduced, especially when the researcher volunteered for two heritage 

institutions before. Besides, it allows the researcher to interpret data easily later (Braun & 

Clarke, 2006, p. 84). Findings presented below are based on emerging themes from this method.   

Why the Younger Volunteer Group?  

Because of the funding structure, a significant workforce at most heritage sites is 

volunteers and volunteer hours. Although the questions in the interviews mainly revolved around 

the recruitment, training, and volunteer environment, the importance of having volunteers from 

the younger group was brought up by all the leaders:  

…because my generation [X] in 20 years is not going to be coming to that facility. In 20 

years, Gen Z will be bringing their children to that facility. That’s why we have to engage 

them early. 

…they bring the vibrancy, modern perspectives, more open to changing the dialogue within 

the museum environment, challenge the norms, and start new conversations. There is such 

huge value in that. 

…energy and enthusiasm. These are hard to teach.  

They would help revitalize and reposition what museums are… 

Since the museums and heritage sites' audience will slowly move from Baby Boomers to 

Gen Y and Z, the leaders considered it necessary to have Gen Y and Z as volunteers and 

ambassadors. Younger volunteers bring in the vibrancy and the modern perspectives that can 
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potentially change the stereotype of the “boring and old” museum vibe. Moreover, they are more 

related to the trends and issues among their age groups; therefore, they can connect and convince 

people of the same age to volunteer.  

Volunteering itself is beneficial to the younger generation as well. Museums and heritage 

sites offer benefits to volunteers, from free entrance, library, special events, behind-the-scene 

credits, to personal development; it allows them to unlock the potentials within themselves. They 

can spend time working at the grocery stores when they are younger, but the opportunities to 

work on different projects and find out their passion will not be as versatile as volunteering. 

Moreover, volunteering let them enter a community of people with the same interests and 

willingness to support each other. For undergrads and grads in heritage-related subjects like 

History, Library & Archives, heritage volunteering allows them to expand their networks in the 

field and have a better chance of finding a suitable job after graduation.  

Why Heritage Volunteering is not for the Younger Generation? 

Most leaders have found that the two most common barriers keeping the younger 

generation from heritage volunteering are 1) scheduling/availability and 2) the stereotype of a 

less fun industry reserved for the older generation. The younger generation, between 19-24-years 

old, is either busy with school or jobs to pay tuition. When they get to the 25-29-year-old range, 

they are busy building their career or with their own families, or both. This challenge has 

appeared in many studies on volunteering before (Barton, Bates & O’Donovan, 2019; Deery, 

Jago & Mair, 2011; Holdsworth, 2010; Stebbins, 2000). Museums and heritage sites have had 

difficulties matching the younger volunteers’ schedules with the staff or existing volunteers to 

train them. Also, the nature of heritage requires volunteers to learn and understand the histories 

and stories before they can confidently work by themselves; therefore, heritage organizations 
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prefer long-term commitment from the volunteers, but the schedule may not allow the younger 

generations to accommodate that request.  

At the same time, museums and heritage sites have been positioned as the industry for the 

bookworms and older generations. This image drives the younger generation away from heritage 

volunteering when they look for volunteer opportunities. Several leaders in this research were 

aware that most of their volunteers have been from the older generations – the retirees – and 

working with the older generations can be uncomfortable to the younger generations. The older 

volunteers may not be welcoming and open to change; for example, they are not willing to 

neither change their regular volunteer dates for 1-2 weeks to training a newcomer nor adopt to a 

new procedure. However, the older volunteers have the stories and perspectives that some 

younger volunteers find useful and enjoyable. There is also a group of older volunteers that can 

see the sparks and enjoy working with the younger volunteers. This group sees the willingness to 

learn, grow and contribute to the host organization in the younger group, which is needed for the 

development of the heritage field. Moreover, heritage is more innovative than its name; many 

museums are now at the forefront of technology use. They have been using technology to 

enhance the experiences for the staff, volunteers, and visitors. For volunteers, technology is 

mostly seen in training; for example, training sessions are filmed and store in DVD (Stamer, 

Lerdall & Guo, 2008, p. 208), or delivered through online platforms (Ohlandt, 2013, p. 19).   

The above stereotype leads to the biggest challenge mentioned by the two experts in this 

field: “they don’t know what we actually do.” People usually experience museums and heritage 

sites from a visitor standpoint. They do not have the chance to fully understand what happens 

behind it unless they volunteer or get to shadow someone working at the sites. The two experts 

suggested museums and heritage sites to educate potential volunteers and shift the perception of 
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this industry in people's minds. They also pointed out that this challenge would take a lot of time, 

patience, and persistence to overcome; hence, it should be addressed as soon as possible.  

Another challenge brought up by four out of eight heritage volunteer managers was 

keeping the younger volunteers engaged, especially those in the front of house. Sometimes, the 

host organizations do not have enough visitors for volunteers to interact; sometimes, volunteers 

will have to do repetitive tasks because of their roles (greeters, hosts, docents, etc.). When facing 

these issues, the younger volunteers may find their role not meaningful or helpful enough for 

their career. As a result, they may not be as committed to the host organizations.  

Volunteer Recruitment  

The current volunteer recruitment process is treated as a job recruitment process. The three 

main steps are volunteer position postings, interviews, and onboarding. Even though each 

heritage organization is unique thanks to its stories, its volunteer recruitment processes have 

many common points.  

All the host organizations in this research have been using both non-digital and digital 

platforms to recruit new volunteers. Nine out of eleven leaders shared that word of mouth was 

the most effective channel to attract the younger volunteer group, especially in-person 

interactions. The potential volunteers get to ask and understand more about the host 

organizations when meeting in person, and the leaders can create a connection with the 

volunteers; therefore, the potential volunteers can be more likely to follow up with the leaders 

and volunteer after. Word of mouth can appear in multiple forms, as in figure 6.   
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Figure 6. Multiple forms of word-of-mouth recruitment channels 

The annual volunteer fair at University of Victoria and events for students were often 

mentioned among the above networking events. Moreover, some leaders mentioned the co-op 

program with ESL students or students in History or Art majors in local universities. Those 

students tended to show more interest in volunteering for heritage sites and benefit from the 

volunteer experience.  

In addition to word-of-mouth recruitment, organizations can use online platforms to attract 

volunteers. Although the volunteer opportunity posts are not as detailed as paid job posts, the 

host organizations display available options, basic descriptions, and expectations for each 

position. Some bigger organizations have been active on social media to connect with people 

from the visitor viewpoint; organizations at a smaller scale either have not used social media or 

have not had enough staff to be active online. Those that are more active online shared that 

roughly half of their volunteers knew about them through online content while the other half 

learned by word of mouth. Gen Y considers digital communication platforms as their gateway to 

update information and make connections (Gorczyca & Hartmans, 2017; Landrum, 2016), while 
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Gen Z is leaning toward offline contacts (Howard, 2016). Therefore, a combination of both 

offline and online recruitment channels is necessary. When looking for new volunteers, 

regardless of age, there are four common characteristics that the host organizations consider 

important:  

- Passion for history – for a historical figure, a city, a community, or for Canada;  

- Passion for sharing the stories of the exhibitions; 

- Willingness to continuously learn more about topics related to the host organizations; 

- Service and community orientation. 

“Nobody here knows everything, so really what we’re looking for is people who are keen 

to learn a few stories that they can begin sharing with the visitors.” Since volunteering for a 

heritage site generally requires more preparation and training than other volunteer activities, the 

two first characteristics are preferable when the leaders look for volunteers. These characteristics 

are hinted in the volunteer position posts and assessed during the second step: preliminary 

interview or perspective interview. The organizations that identified themselves effectively 

recruiting volunteers from the younger generations considered this second step essential. The 

interview allows the host organization to: 

- Understand the volunteer motivations and expectations; 

- Assess experience with heritage and storytelling;  

- Assess experience with the public;  

- Communicate and discuss the requirements and challenges of volunteer roles;  

- Gauge the attitudes of the volunteers – whether they will fit in the environment of the 

organization.  
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In short, the interview is the opportunity for both parties to know what each party offers 

and expects. The leaders involved directly with the interview process usually keep the 

conversations open to reduce unnecessary pressure; they try to share the organization's 

uniqueness and the challenges of the roles so that the potential volunteers have sufficient 

information to make their decisions. During this conversation, the appropriate volunteer role will 

be discussed and determined. The common process that most leaders mentioned was identifying 

the volunteers’ motives and expectations, briefing on the available roles and shifts, determining 

the transferable skills from the volunteers’ past experiences. Although most volunteers indicate 

the expected role in the application, the leaders can explain whether the role will match the 

volunteers' skills and expectations during this conversation. For positions in archive or research 

that require advanced knowledge, such as legal frameworks in archival management or proper 

artifact handling procedure, the leaders can match the volunteers with positions that make them 

feel more prepared and equipped before moving to the desired area. 

The last step in the recruitment process is onboarding. Onboarding can appear in different 

forms depending on the organization; however, it serves the purpose of helping the volunteers 

know more about the host organizations. Some museums refer to this step as the trial period for 

both parties to see how well they fit in to one another; volunteers may decide to switch roles in 

this period; or the museums may make suggestions on tasks that may better suit the volunteers. 

No special onboarding approaches were mentioned besides touring the site and briefing on health 

and safety. Onboarding also bridges the recruitment process to training.  

Volunteer Training  

 “Very very important” was a common phrase used by 9 out of 11 the leaders when being 

asked “What does training mean to your organization?”. Training serves the following purposes: 
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- To help [the volunteers] feel prepared; 

- To have a confident volunteer; 

- To make sure the volunteers “properly represent” the organizations; 

- To get the volunteers familiar with the space; 

- To help them understand the museum’s expectations. 

The leaders in this research are aware that the volunteer work at museums and heritage 

sites demands proper preparation. These organizations have many information and stories that 

require volunteers to learn before they can start volunteering. The leaders representing their 

organizations are aware that the pool of information at their sites can be extensive; therefore, 

they ensure volunteers feel welcome to ask questions and have the tools to find answers. New 

volunteers, especially from the younger group, are checked in often so that the host organizations 

can address what they need and expect. One of the organizations in this research set up a two-

month trial period for new volunteers. During this period, the host organization can understand 

whether the volunteers' personalities can fit well with the current culture and community and 

whether they can commit for a long time. Volunteers are monitored more constantly during this 

period; if compared to a paid job, this trial is similar to a probation period to assess a new 

employee, but it is unpaid.  

 After the onboarding step, training remains an ongoing process for all the organizations 

because there are new exhibitions and discoveries from time to time. Continuous training can be 

weekly newsletters, in-person meetings, behind-the-scenes, or guest speaker events, updates on 

online portals. Ten out of eleven leaders found it important to make themselves available to 

answer any questions the volunteers had, especially the younger ones, because of the big pool of 
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information. Figure 7 below summarizes all the common training methods mentioned in this 

section.  

 

Figure 7. Multiple forms of volunteer training at heritage institutions 

Among multiple forms of training, pairing new volunteers with an existing volunteer or 

supervisor is highly praised by the leaders; some organizations professionalize this method and 

call it "mentoring." This method is important to the Millennials, especially when they consider 

relationship an essential value (Gorczyca & Hartmans, 2017; Fishman, 2016). Mentoring or 

coaching can help boost the volunteers' confidence because volunteers have a point of contact for 

them to learn and share at the same time. However, some volunteers can feel intimidated by the 

term mentoring. One leader shared that new younger volunteers may not have the "backload of 

stories to go along with the exhibit" like some existing volunteers from the older generation, who 

may have lived in that city for their entire life. Even though the different perspectives from the 

current volunteers can be enjoyable to listen to, it can be alienating at the same time. One expert 

pointed out that the younger galleries, libraries, archives, and museum enthusiasts (GLAM) tend 

to be more introverted and may not want mentorship. Therefore, the word “mentorship” itself 
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should be “reimagined” for this younger group. On-the-job mentoring can be great if the 

experienced volunteers know how to cooperate with the younger generations This 

recommendation align with the finding of Deery, Jago & Mair: museum volunteers should not be 

considered "a homogenous group" (2011).  

Regardless of the size of the host organization, training was heavily delivered in person 

before Covid-19 happened. The leaders believed training in-person effective to the younger 

generations. In-person training and connection were preferable in past studies on Gen Y as well 

(Bresmand & Rao, 2017; Howard, 2016). Some common themes revolving around effective 

training for the younger group are:  

- Lead by example or hands-on practice; 

- Provide encouragement; 

- Provide feedbacks constantly.  

From observation, the younger group seeks feedback constantly and instantly; in other 

words, they look for a shorter feedback loop. They also need more affirmation and recognition 

from the management team to boost their confidence. These expectations are consistent with the 

expectations of Gen Y and Gen Z for constructive feedback or an open feedback system 

(Gorczyca & Hartmans, 2017, p. 12; Fishman, 2016; Howard, 2016). Several leaders emphasized 

that the younger volunteers were more motivated to see and feel the actual impact soon after the 

end of a project. This observation goes along with Gen Y and Z's demand for transparency and 

chances to give back (Agrawal, 2018; Fishman, 2016; Howard, 2016).  

"Collaboration" came up often among the leader that have worked with the younger 

volunteer group. It is important to allow these volunteers to be involved in the planning process 

because it helps them know that they are a part of the team; also, the leaders have valued the 
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opportunity to understand and cater to their preferences more. The only drawback of 

collaboration sessions is that it may take more time and work from the volunteer management 

team, which can be a huge challenge. In this research, leaders from smaller organizations shared 

that they have found themselves not having enough time to spend for each volunteer. Without a 

designated volunteer manager or coordinator because of limited staffing and funding, the leaders 

need to play different roles simultaneously; as a result, potential resources to recruit new 

volunteers or new training ideas can be neglected and delayed.  

Compared to in-person training, online training still comes second because volunteer work 

is mostly in-person and hands-on. 

…It is amazing to be able to do those things (training, group activities) virtually, but it is 

not as effective. 

However, the leaders have felt an expectation for an online community to add on to the in-

person community that younger volunteers have already involved with. These volunteers also 

appreciate online training and resources for them to refer to. The benefits of online training are 

less mobility/transit issues and the visual aspect of it. Because of Covid-19, online training has 

been adopted more widely by organizations in this research. 

When the question “How can the current training programs help the volunteers with a 

serious career in the future?” was asked, many leaders were aware of the link between the 

volunteer roles at their organizations and the serious career. There are several skills that the 

volunteers can carry over to their serious careers:  

- Project planning 

- Teamwork  

- Research skills  
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- Problem solving 

- Public speaking  

Although the skillsets may vary depending on the volunteer roles, they can all be used in 

the volunteers' resumes; volunteers will also have more experiences and stories to share during a 

job interview. One leader shared that “volunteering is a stepping stone” for the younger 

demographic; therefore, it is necessary to know each volunteer's goals and check in with them 

frequently. Two organizations in this research have had their volunteers work as paid staff – both 

part-time and full-time depending on the season. Since the volunteers have known about the 

histories and the working environment, these organizations have no hesitation in hiring the 

volunteers when they have the opportunity. On the other hand, one leader mentioned that “tying 

volunteer work to a serious career may be relevant to people at the early stage of their careers;” 

however, the same positioning will not work for people having young families with children. The 

findings here are aligned with past research pointing out that career-related benefits have often 

been the motivations among younger volunteers, especially university students (Deery, Jago & 

Mair, 2011; Barton, Bates & O'Donovan, 2009; Holdsworth, 2008).  

Suggestions from the Leaders and Experts 

The leaders shared many tips in recruiting and working with this group from their 

experiences working with the younger volunteer group. The most common suggestion was to use 

the advantage of technology. Since Gen Y is technology's early adopter (Vogels, 2019) and Gen 

Z is the digital native (Dimock, 2019), this suggestion is within expectation. Being active online 

can help museums and heritage sites increase the younger group's exposure to heritage 

organizations. Moreover, since this group is usually engaged online and on social media, they are 

more likely to know about the available volunteer opportunities if advertised on digital 
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communication channels. Organizations can also take this chance to engage the younger tech-

savvy group to become their volunteers. Some leaders pointed out that digital communication 

platforms may not directly help attract more volunteers from the younger group; however, they 

have helped these organizations build the audience and attract more visitors who can potentially 

want to volunteer. In the current Covid-19 situation, four out of eight organizations in this 

research have used online platforms more frequently for training and virtual community 

gathering. One of these organizations has engaged volunteers by having them transcribing 

historical artifacts into digital materials. 

Shifting the positioning of museums and heritage sites in people’s minds was a common 

need as well. As stated by one of the experts in heritage field based in BC: 

For museums' future, we need to change the way that we have always positioned in 

people's minds, which is a big shift. Because our position is being sort of old and a little 

dusty, and really it is not that way…The work here is forever changing, evolving, 

discovering, exploring, and understanding the past really helps with understanding the 

future.   

From a visitor standpoint, museums’ and heritage sites’ leadership has been actively 

focusing on the younger group; however, some leaders have mentioned that they could have put 

more effort into attracting and retaining this group as volunteers. Six out of eleven leaders 

recommended that museums and heritage sites, if appropriate, should frame the museums & 

heritage sites to show how they connect to the youth-related events/causes. Connecting with 

universities and offering students the career path with museums and heritage sites were strongly 

suggested by 9 out of 11 leaders. Students will have the chance to learn more about the how and 

why of behind-the-scenes work in heritage; then, heritage volunteering will have a purpose to 
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this younger group more than just giving back to the community. Some suggested activities are 

setting up new exhibits, organizing artifacts, or supporting special history events.  

Continuous development is necessary for this shifting process as well. Most organizations 

in this research have actively created projects and more opportunities for volunteers to learn, 

such as conferences or resources of partner’s organizations. These projects and opportunities are 

related to the two heritage volunteer management practices – "building a community of 

volunteers" and "enhancing learning experiences" – recommended by Stamer, Lerdall & Guo 

(2008). The leaders found this step helpful in diversifying the volunteer roles and tasks offered at 

the host organizations and the volunteers' portfolio at the same time. In general, shifting people's 

perspectives about museums and heritage sites is mentioned as a long-term project educating 

people about heritage's hidden value.  

Having the right type of leadership is another critical factor when working with the 

younger group. Some leaders suggested that the host organizations need either leaders closer to 

the age of the 19-29 group or the older group of leaders who are comfortable and willing to work 

with the diverse perspectives of the younger volunteers. Those kinds of people are more open to 

changes and new ideas; hence, they are more likely to bring the younger group into the fold. One 

leader that has been managing a heritage sites ran by many staffs and volunteers from the 

younger generations noted: 

…they bring in a new perspective, willing to talk about things to change, to challenge the 

norms. And it is important to us to be comfortable with that and encourage that in a way 

that can be controlled and not damaging the organization. 

A special tactic for the leadership of this younger group is setting clear policies and 

expectations. Since the younger group prefers flatter organizational structures and more 
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independence, having clear what-when-where guidelines will give them a comfortable space to 

test and learn instead of micro-managing. Creating open spaces here is another form of fostering 

self-management recommended by Stamer, Lerdall & Guo (2008). This management practice is 

“an empowering practice that increases their understanding of, and commitment to, the museum 

by allowing them to take control of their personal volunteer experience” (2008, p. 210).  

For people in the late twenties with family, family-level activities that can encourage the 

entire family to the museums and heritage sites may be more applicable to them. Those activities 

can help the family members understand more about the organizations; hence, they may gain 

support from their partners with their volunteer work. One expert suggested two questions to 

museums and heritage sites: "What are some educational vehicle the young families and couple 

can engage in?" and "Can the organization incorporate any art and craft projects relating to its 

products – stories and histories?" To an extent, this suggestion can address Millennials' concerns 

on the marginality of volunteer work (Stebbins, 2000) by turning volunteering time into family 

time while still allowing them to give back to the community. Although these family activities 

may help the heritage organizations build a future audience more than gaining a potential 

volunteer base, it is still a good practice, pointed out by another leader. The rationale is that, 

based on research findings, people will be more likely to donate and volunteer later in life if they 

visit and get involved in museums at a younger age. Notably, none of the leaders in Canada 

pointed out the challenges that younger volunteers with families have been facing. These points 

of view and suggestions were raised solely from the expert based in Washington State. The two 

experts in British Columbia have observed that heritage organizations here have focused more on 

the younger batch of the Millennials (24-30 years old) and the retiree group when recruiting 

volunteers.  
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Findings from The Surveys 

Eight individuals responded to the online surveys. 

Volunteer Recruitment 

The first question was to identify the effective recruiting channel for the younger volunteer 

group and the host organization's processing time before people officially started the volunteer 

period.  

Response choices Count 

Personal reference (friend or family connections) 3 

After visiting the museum or heritage site 0 

The organization's website 3 

The organization’s social media pages (Facebook, Instagram, 

YouTube, etc.) 

0 

Others. Please specify. 2 

Total 8 

Table 3. How did you find out about the volunteer opportunity at your current host organization 

(museums or heritage sites? 

Volunteer Victoria was mentioned both times when the Others option was picked as the 

response for question 1.  

 

 

 

 

 

Response choices Count 

Within 2 weeks 6 

More than 2 weeks 2 

Total 8 
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Table 4. How long did it take you to reach out/ connect to the organization before you started 

volunteering?” 

The next question was to assess the volunteer role matching process. 

Response choices Count 

I was assigned to my volunteer position 4 

I was given options to choose from 2 

   The position was recommended by my connections (friends, 

family members, etc.) 

0 

        The position was recommended by the volunteer 

coordinator/management team 

1 

Others 1 

Total 8 

Table 5. How did you decide on which volunteer position to take on? 

One volunteer selecting Others shared that cashier was the first position because “it 

would be the most likely to provide immediate help in securing an entry level job somewhere 

[else].” 

The next two questions related to the onboarding process.  

Response choices Count 

I was given the documents with requirements of the role and had a brief 

meeting with the volunteer coordinator before I started 

4 

I was given the documents with the requirements of the role and was 

told to read through them on my first day 

1 



HERITAGE VOLUNTEERING  50 
 

Table 6. How did you decide on which volunteer position to take on? 

Response choices Count 

I found it helpful to have a volunteer coordinator briefing me 7 

I found it helpful to have the documents with all the requirements 5 

I did not carefully read through the documents with all the 

requirements 

0 

I wish I had known more about my role before my first day 

volunteering 

0 

Total 12 

Table 7. Did you find it helpful to understand your role before the first day volunteering? Select 

all that applies. 

The total for question five is more than eight because participants can select more than one 

response option. 

Below are the suggestions to the question  

What would you recommend your organization improve their recruitment or volunteer 

position assignment process? Two responses were not applicable. 

• Concise and planned internal communication; 

• Updated artifact manual; 

• Be more precise about the position that the volunteer needs to take on; 

• A list of roles to pick from beforehand so that volunteers feel like they have more autonomy; 

I was not aware of the requirements of the role until my first day 

volunteering 

3 

Total 8 
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• More regularly scheduled volunteer opportunities for helping with the collection – the 

volunteer’s area of interest; 

• A greater social media presence, especially for prospective volunteers to see photos of other 

volunteers and the site. 

Even though all the above recommendations touch different organizational areas, the 

common underlying theme is that younger volunteers want to be more independent. This is a 

common expectation among Gen Y and Gen Z (Gorczyca & Hartman, 2017; Bresmand & Rao, 

2017). This expectation is expressed through their eagerness to stay updated to opportunities, 

requirements, changes, etc. in the organization and the community. Staying up to date makes 

them feel more confident to work independently. The leaders also shared the same observation 

from the younger volunteers in their organizations. 

Volunteer Training 

Response choices Count 

Very often (orientation and on-going training once per month) 0 

Quite often (orientation and training whenever there is a new 

procedure) 

3 

Not that often (orientation and training when I ask) 4 

There was no orientation. I was paired with some people that had 

volunteered before me for the first couple days. 

0 

Others 1 

Total 8 

Table 8. How often have you been given training from your host organization? 
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In Others option, one volunteer shared that no specific training was scheduled; there was only 

a briefing on the day of the project at the host organization.  

Next, participants were asked to share an effective or helpful training session/lesson (easy 

to understand and remember) to their volunteer roles. Face-to-face training experience was 

mentioned in seven out of eight responses. Six out of those seven responses involve shadowing 

an experienced volunteer or a supervisor at the host organization. The result here supports the 

studies of Bresmand & Rao (2017) and Howard (2016) and the leaders’ observations from the 

interviews. This method is effective because the new volunteers get to see how the task is done, 

ask questions, and digest the task before they do it. 

…The best way I found was to be able to get a brief description on what to do, watch 

someone else do it a few times, then spend the first day or so swapping in and out with 

someone practiced. It gave time to think on how to do better, and to relax, while also 

gaining experience.  

It also provides volunteers with memorable real-life experiences. Three of them shared that 

having an introduction orientation session on the organization and the premises was useful; the 

rationale was it gave them a general idea of what the organization is about and current important 

details. One participant preferred printed material to go through whenever needed. Having staff 

on-site to provide guidance were mentioned as helpful as well.  

The next question was to evaluate the connection between the current training program at 

museums and heritages and the volunteers' serious careers.  

Response choices Count 

I find it strongly useful and related to my job/career 1 

I find it useful and related to my job/career 1 
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I find it somewhat useful and related to my job/career 3 

I do not find it useful and/or related to my job/career 3 

Total 8 

Table 9. How do you find training at your current organization helps with your job/career at the 

moment or in the future? 

 The responses above are contrasting with findings from the interviews with the leaders. 

The leaders in this research were aware of the transferable skills that each volunteer position at 

their organizations offered. They put the effort in understanding and addressing the younger 

volunteers' goals, and they gave the existing volunteers the advantage when a paid position is 

opened. However, the younger volunteers here did not necessarily recognize these efforts. In 

other words, the current training program for heritage volunteers may not be as meaningful to the 

volunteers as it is to the heritage volunteer leaders.  

Four participants said they were happy with the current training program when asked to 

share recommendations to improve the host organization's training practices. Two of them 

mentioned that they would like the training to be more well-planned, not "improvise" it. When 

multiple trainers involved during the onboarding process, the training could use a "more 

organized approach" because each person had a different method that the new volunteers had to 

adapt to each time. One participant preferred a cheat sheet or study guide when there was a lot of 

information within an exhibit or artifact. One participant expressed interest in trying "a mix of 

tasks" instead of "one menial task over and over."  

Volunteer Environment 

The first question was to assess the communication loop to keep volunteers updated about 

current and upcoming activities and policies at the host organization.  
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Response choices Count 

Yes, my organization has weekly newsletter 0 

Yes, my organization has bi-weekly newsletter 1 

Yes, my organization has monthly newsletter 5 

Yes, my organization send out updates when needed 2 

No, I only get updates from the information board in the back office 0 

Total 8 

Table 10. Does your organization provide newsletter with updates on exhibitions, policies, or 

other related news about the organization? 

Response choices Count 

Policies are available through online terminal for volunteers 3 

Policies are displayed on information board in a binder in the back office 4 

Volunteers can ask volunteer management team for policies 6 

I am not aware of how to get access to the policies 1 

Total 14 

Table 11. How do you get access to the volunteering policies or other policies of the 

organization? Select all that applies. 

Participants could select more than one option for the question in table 11.  

For the next question, “What do you like about your current volunteer environment (with 

the management team, with staffs, with other volunteers, do you receive support to perform your 

role well or to fit in the team well, etc.)?” the feedback was positive in general. The three most 

common words used were friendly, enthusiastic, and helpful. They found both fellow volunteers 
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and the staff willing to engage when needed and tried their best to make the volunteers feel 

welcomed. One out of eight responses appreciated that the host organization offered exciting 

tasks for the volunteers to get involved, “such as actually working with the museum collection.” 

The only concern raised was the lack of interactions with the management team except for the 

beginning and the end of the volunteer shift; hence, the volunteers might feel like they were not 

part of the actual team.    

The last question called for recommendations to improve the current volunteer 

environment (with the management team, staff, other volunteers, etc.). Only one participant 

commented that the host organization did a great job. Four responses were related to 

management:  

More clarity in training and direction of the society. 

More involvement between staff, management team, and volunteers. Volunteers never 

truly felt like they were integral to the organization. 

More appreciation 

Once again, the eager to be more independent and involved in the operation of the younger 

volunteers (Gorczyca & Hartman, 2017; Bresmand & Rao, 2017) was shown in those comments. 

During the research interviews, the leaders also mentioned the importance of collaboration with 

the younger volunteers. The other three responses related to three different areas: 

I think they stopped offering a junior docent program, and I believe they may be missing 

out on docents due to that 

Visual study aids would be helpful in familiarizing myself with the [organization] 

I would like to see more opportunities to volunteer with the collection 

Content Analysis 
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Before discussion and recommendations, the table below is a content analysis connecting 

past studies and primary findings. Content analysis is considered “a phase of information-

processing” or “a process of inspection” to compare and summarize data (Manimozhi & 

Srinivasan, 2018). This method has been adopted in past studies on destination branding and 

tourism research before (Marzano & Scott, 2009; Adeyinka-Ojo & Nair, 2006; Xiao & Smith, 

2005). The grid format was chosen so that common themes and interrelationships among 

findings could emerge easily (as quoted by Marzano & Scott, 2009).  

The table below shows the connection of the interview and survey questions to past studies 

so that the triangulation is strengthened. Also, the insufficient amount of recent research 

designated to the management of younger heritage volunteers is noticeable in this table; 

therefore, the recommendations will focus mainly on this aspect. The interview questions can be 

found in the Research Questions section, and the survey questions are in the Finding from the 

Surveys section. Interviews D, E, F and G are with bigger organizations with well-established 

organizational structure and management team. Interviews A, C, H, and I are leaders from small-

scale organizations with a smaller team of management or managed by volunteers. Interviews J, 

K, L are with experts in the field giving overall observations and experiences.  

Article Sample size  Findings Key themes Related 

Interview 

Questions  

Relevant 

primary 

data 

Developing 

generation-based 

volunteer 

management 

practices 

(Howard, 2016) 

- 20 

volunteers 

from five 

generational 

cohorts  

- Based out of 

non-profit 

organization

s in metro 

Atlanta in 

America 

- Provided 

suggestions for 

volunteer 

management 

practices (of 

recruitment, 

recognition, and 

retention) 

depending on 

the generation – 

from silent 

cohort, baby 

Volunteering 

across 

generations/ 

ages 

Question 1, 

3, 4, 10, 11, 

16, survey 

questions 

Interview A, 

F, I  
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boomers to 

generation X, 

Y, and Z 

‘That extra 

sparkle’: students’ 

experiences of 

volunteering and 

the impact on 

satisfaction and 

employability in 

higher education 

(Barton, Bates & 

O'Donovan, 

2019) 

- 11 

undergrads 

from a post-

92 

University in 

UK divided 

into 3 focus 

groups 

- Presented 

motivations and 

challenges of 

students when 

volunteering 

- Showed the 

connection 

between 

students’ 

volunteering 

activities with 

their school 

program & 

employability   

Interview A, 

C, D, G, H  

Why volunteer? 

understanding 

motivations for 

student 

volunteering 

(Holdsworth, 

2010) 

- 3083 surveys 

across 6 

universities 

in the UK 

- 18 in-depth 

biographies 

of student 

volunteers at 

North-west 

University  

- Revealed the 

strong tie 

between student 

volunteering 

and 

employability  

- Showed how 

volunteering 

experiences 

could form 

students’ point 

of views of the 

benefits and 

challenges of 

volunteering 

Interview A, 

C, D, E, G, H 

Volunteering for 

museums: The 

variation in 

motives across 

volunteer age 

groups: 

Volunteering for 

museums (Deery, 

Jago & Mair, 

2011) 

- Interviews 

and focus 

groups of 

volunteers 

performing 

different 

roles 

- 187 usable 

survey 

responses 

from 

museum 

volunteers 

across ages 

in Australia 

- Categorized 

volunteers into 

three groups – 

enthusiasts, 

opportunists, 

and enhancers – 

basing on their 

motivations 

- Called for 

different 

volunteering 

program at 

museums to 

cater to 

different 

motivations 

across ages 

instead of 

Interview C, 

D, J 
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treating them as 

“an 

homogenous 

group”  

“Volunteering”: 

How Millennials 

Who Do Not 

Volunteer Talk 

About 

Volunteerism 

(McLean, 2018) 

- 6 non-

volunteers 

between the 

age of 26-33 

years old and 

did not 

volunteer 

within the 

past 12 

months from 

when the 

research 

took place  

- Discovered 

different 

reasons and 

needs 

mentioned by 

Millennials 

around the 

volunteerism 

topic 

- Provided 

practical 

recommendatio

ns on volunteer 

recruitment and 

retention  

Interview C, 

D, K  

      

Article Sample size  Findings Key themes Related 

Research 

Questions  

Relevant 

interviews  

Volunteers and 

volunteering in 

leisure: social 

science 

perspectives 

(Lockstone‐

Binney, Holmes, 

Smith & Baum, 

2010) 

Review of 

Literature  
- Showed 

different 

perspectives 

that social 

science 

disciplines have 

had on leisure 

volunteers and 

volunteering  

- Called for more 

research on the 

volunteer 

experience over 

time  

The 

phenomenon 

of 

volunteering 

under 

different 

lenses 

Question 5, 

14, 15 

Interview J  

Volunteering as 

leisure/leisure as 

volunteering: An 

international 

assessment 

(Stebbins & 

Graham, 2004) 

International 

Assessment  
- Provided the 

history of 

volunteering’s 

concept 

- Gathered the 

different 

perspectives on 

volunteering in 

multiple fields – 

tourism, 

recreation, 

leisure, etc. – 

Interview E, 

J, L  
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from around the 

world 

Antinomies in 

volunteering 

choice/obligation, 

leisure/work 

(Stebbins, 2000) 

44 French-

speaking key 

volunteers in 

Calgary and 

Edmonton 

- Revealed the 

barriers keeping 

people from 

volunteering 

from the serious 

leisure 

perspective 

Interview B, 

G, I, J 

Motivation, 

commitment, and 

intentions of 

volunteers at a 

large Canadian 

sporting event 

(MacLean & 

Hamm, 2007) 

- Survey the 

volunteers at 

this event 

with 647 

useable 

responses  

- Uncovered the 

main factors for 

volunteers to 

start and 

commit to sport 

volunteering 

- Explained the 

relationship 

between 

volunteering 

motivations and 

intentions to 

commit for a 

long period 

Interview D, 

J 

      

Article Sample size  Findings Key themes Related 

Interview 

Questions  

Relevant 

interviews  

It's mostly about 

me: Reasons why 

volunteers 

contribute their 

time to museums 

and art museums 

(Edwards, 2005) 

- 345 useable 

responses 

from 641 

questionnair

es sent out to 

the 

volunteers  

- Focus 

groups 

involving 

volunteers 

from one art 

museum, 

one natural 

history 

museum, 

and one 

military 

history 

museum in 

Australia  

- Categorized 

volunteer 

motivations into 

eight underlying 

dimensions: 

personal needs, 

relationship 

network, self-

expression, 

available time, 

social, 

purposive, free 

time, and 

personal interest 

- Suggested 

museums and 

art museums to 

consider self-

interest 

motivational 

factors in their 

Heritage 

volunteering  

Question 2, 

3, 5, 8, 11, 

12, 13, 14, 

15, survey 

questions 

Survey 

findings  
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management 

practices  

Volunteers in the 

heritage sector: A 

neglected 

audience? 

(Holmes, 2003) 

- Interviews 

with 83 

volunteers  

- Postal 

questionnair

e with 139 

volunteers  

- Based in UK  

- Presented the 

initial motives 

of volunteers 

and their 

reasons to 

maintain 

volunteering 

services 

- Created a 

hierarchy of 

visiting 

Interview K, 

L, Survey 

findings 

Volunteers as 

hosts and guests 

in museums 

(Holmes & 

Edwards, 2007) 

- Review of 

Literature  

- Identified the 

similarities and 

differences 

between visitors 

and volunteers  

Interview K, 

L 

Museum 

volunteering: 

Heritage as 

‘serious 

leisure’(Orr, 

2006) 

- Review of 

Literature  

- Strengthened 

the connection 

between 

museum 

volunteering 

and the serious 

leisure concept 

- Created the 

production-

consumption-

reproduction 

model 

 

Interview A, 

B, C, D, H, 

K  

      

Article Sample size  Findings Key themes Related 

Interview 

Questions 

Relevant 

interviews  

Creating a greater 

connection: 

Volunteer training 

in Seattle-area 

museums (Ohland

t, 2013) 

- Focus 

groups 

composed of 

15 museum 

professionals 

from 10 

different 

museums in 

the Seattle 

area 

- Proved the 

importance and 

the benefits of 

volunteer 

trainings  

Management 

practices in 

heritage 

volunteering  

Question 

6,7,8,9,10,1

1 

Interview A, 

B, C, D, F, 

survey 

findings 
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A practical guide 

to tourism 

destination 

management 

(World Tourism 

Organization, 

2007) 

- Practical 

guide  

- Showed how to 

apply academic 

concepts to 

real-life tourism 

practices 

Tourism 

destination 

management  

Question 1, 

2, 3, 7, 8, 

12, 13, 14, 

15 

Interview D, 

J, K, L  

Table 12. Content analysis 

Discussion and Recommendations 

Connection to the Serious Leisure Concept  

In this research, even though the term “serious leisure” (Stebbins, 2000) was not used, the 

term "the right volunteer" was often mentioned. Most heritage volunteer leaders here were 

selective with who they bring to the team. They pointed out that heritage volunteering required 

volunteers to understand the importance of history and learn about the sites' history. Heritage 

volunteers will have to continuously acquire specific knowledge to "properly represent" the host 

organizations; they will face questions that need more readings or interactions with the experts to 

answer. At the same time, the experiences of heritage volunteering will help them build durable 

knowledge and social networks that regular visitors can take a lot more time to gain. Therefore, 

the leaders looked for volunteers with a particular interest in history and continuous learning so 

that they would be more likely to commit for an extended period. All the above unique 

characteristics of "the right volunteer" create a strong connection between heritage volunteering 

and the serious leisure concept.  

The serious-leisure factor in heritage volunteering seems to worsen the schedule challenge 

to the younger group. Now is the time for Gen Y and Z to either build their careers or their 

families or both. It is common to see them working and studying at the same time during the 

weekdays and spend the weekends for homework and families. They put themselves forward to 

make connections and find job opportunities instead of volunteer opportunities. Unless the 



HERITAGE VOLUNTEERING  62 
 

volunteer role allows them to advance their future career or involves family time, they may not 

find the purpose in volunteering and the support from their partners. Since heritage volunteering 

demands more effort and commitment from the volunteers, the durable benefits from the serious-

leisure factor above need to be highlighted to attract volunteers from the younger group, 

especially to those building their careers. To those with young families, family-level activities 

are important to build support from family members and to create a bigger community of 

potential volunteers in the future. Because of the marginality of this serious leisure, one expert 

based in British Columbia suggested that the host institutions should reconsider their recruiting 

process:  

- Can the positions be paid for (even only at minimum wage) so that the younger generations 

can support themselves? 

- If not, is the compensation fair to the tasks that volunteers are asked to perform? 

Recommendations 

Volunteers have always been an integral part of museums and heritage sites. Aligned with 

the statistics from Canadian Museums Association in 2016 and 2018, the findings in this 

research point out that the importance of volunteers nowadays remains unquestionable. Because 

of the funding structure at heritage organizations, they cannot afford to hire a big team of staff, 

and their daily operations rely on volunteers instead. From the literature review and interviews 

with the leaders in the field, museums and heritage sites need more volunteers from the younger 

group because they are the future of heritage. Even though heritage organizations are aware of 

this need, they still have a long way to recruit and retain this younger group. Based on past 

studies, primary data, and content analysis, heritage volunteer management has several strategies 

and tactics to approach this concern.  
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The Long-term Strategy  

The most important game plan emerging from this research is shifting the perception of the 

heritage industry. The heritage industry is normally perceived as less fun and less attractive to 

the younger generations. Heritage organizations need to start educating their audiences on the 

hidden value of heritage work to change this perspective. The audiences are not limited to the 

visitors or the potential volunteers; the audiences here also include members of the management 

team, the current volunteers, and the heritage-related faculty at universities. Those working daily 

in the heritage industry need to fully understand the “forever changing, evolving, discovering, 

exploration” side of this industry to send the same signal to other people.  

Similar to how destination management organizations position tourist destinations, this 

strategy should be based on a collaborative effort from all the heritage organizations and 

volunteer-related associations – at a national, provincial, and local level. Heritage organizations 

should cooperate with volunteer associations and universities in the same region to reimagine the 

meaning of heritage, making it more accurate to the industry and more interesting to the younger 

generation. The interactive exhibition Our Living Languages: First Peoples' Voices in BC at 

Royal BC Museum is an excellent example of reimaging heritage (n.d.). There are interactive 

stations, original First Nations artwork, video, live engagement, and the language forest that 

allow visitors to understand the diversity and complexity of different communities in BC. This 

exhibition competed among some of the most “innovation and progressive museums” in the 

world to win the American Alliance of Museums Excellence in Exhibition Competition in 2015 

(n.d.). The effort put into this exhibition has proved that history is not only about the past but 

also continuously evolving with us, and we can make history approachable and lively with the 

help of modern technology.  
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When multiple heritage organizations amplify the correct message, it can reach out to more 

audiences in a shorter period. Thanks to the advantage of technology and digital communication 

in Gen Y and Z’s lives, heritage organizations can start from online platforms to reduce costs. 

The host organizations can create opportunities for volunteers, especially the younger ones, to 

get involved in digital projects supporting this strategy and keep the volunteers more engaged. 

Besides, these opportunities can potentially attract a more diverse group that contributes directly 

to the image that the heritage industry aims for. This strategy is easier said than done; it asks for 

more time and effort from the management team of each heritage organization. However, 

heritage volunteer leadership should start planning as soon as possible to avoid the shortage of 

future volunteers and audiences. Some short-term tactics below – bring them into the fold, 

reimagine mentoring, and create more revenues with tourism – can offer some solutions to save 

time and effort for the management. 

The Short-term Tactics 

While the long-term game plan calls for detailed planning and effort from all the leaders in 

the field, there are some tactics that individual organizations can directly apply to their daily 

operations.  

 Continue to emphasize the connection between heritage volunteering and serious 

career. This is the most effective way to approach the younger generation in this research. The 

volunteer management team should be aware of the career-related experiences that each 

volunteer position can bring to the younger volunteers, address the volunteers' goals during the 

preliminary interviews, and create checkpoints – once every month– to ensure the goals are met.  

Offering resources for continuous learning, such as access to libraries, curators, special 

events to enhance the volunteers' networks and knowledge is necessary as well. They are 
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especially valuable for the volunteers that consider pursuing a career in the heritage field. 

Continuous learning can help a student volunteer that aims to work as a curator know what an 

actual workday looks like, or what rewards and challenges are awaiting. These resources also act 

as the compensation needed to counter the marginality of this serious leisure.  

Moreover, transferable skills and career paths in heritage should be put in the center when 

new training programs are developed.  Since volunteers are usually the main staff, "just unpaid," 

of heritage organizations, each volunteer's development should be formalized into volunteer 

profiles – with personal skills, goals, challenges, etc. – as if they are paid. These profiles will 

help the current volunteer management team better understand their volunteers and the 

volunteers to better reflect on their growth with the host organizations. The trial period and 

reflection sessions, which was mentioned by only one organization in this research, should be 

implemented by more organizations for the younger volunteers to recognize the management's 

effort in helping their career and for the host organizations to obtain feedbacks for further 

improvement.  

Finding the “right” volunteer at the right time. Since museums and heritage sites in 

British Columbia need the right kind of volunteers, organizations in this field should make it 

right from the recruitment process. A preliminary interview is the most appropriate time to find 

the right person for the proper role. It is the opportunity for heritage organizations to identify 

potential volunteers’ skills and desired experiences. Understanding what each party offers will 

help the leaders know the roles that can benefit the volunteers and the organization the most. 

This step is especially important to the younger volunteers who would like to work in the 

heritage industry in the future; “these volunteers will continue their volunteering as long as they 

have access to, and the opportunity to work on, museum artifacts” (Deery, Jago & Mair, 2011). 
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Heritage leaders will have a better chance of keeping these volunteers for a longer time if they 

understand and sustain these desired experiences. Moreover, the desired experiences during this 

conversation can be recorded in the volunteers’ profiles for their development plan, although, 

some organizations have not yet implemented this interview step. They have expressed more 

concern about the lower commitment level of the younger volunteers in comparison to the 

organizations that take this step more seriously. 

Demonstrate the organization’s values/mission statement. Before committing with a 

company/organization, Gen Y and Gen Z look for values and missions that align with their own 

(Stefanini, 2020; Zimmerman, 2016; Hackel, 2016). In the survey, participants also mentioned 

that they care about the importance of volunteers in the host organization and its direction 

moving forward. Therefore, heritage institutions need to demonstrate explicit values and mission 

statements about themselves using words and actions/examples. Once the younger generations 

find the organizations’ value and mission truthful and meaningful to them, they will be more 

likely to gravitate to volunteer there.  

Bring them into the fold. Instead of acknowledging the repetitive nature of specific 

volunteer roles and look for ways to keep the younger volunteers engaged, leaders should ask the 

volunteers to find their solutions. Since the younger volunteers want to be more involved, 

organizations can let them suggest topics or projects they care about and bring those ideas to life. 

Instead of worrying about the limited budget to hire a volunteer coordinator, heritage leaders 

should let the volunteers be their own leaders by giving them the tools to build leadership skills. 

Furthermore, the volunteer management team can provide the younger volunteers with the 

chance to use their own communication methods – online forums, podcasts, videos, pop-up 

quizzes, etc. – to organize information before it becomes overwhelming to them. This 
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recommendation will feed the intrinsic motivations of Gen Y - sense of achievement and 

contribution (Gorczyca & Hartmans, 2017, p. 11) – and gen Z – more freedom and more 

responsibility (Bresmand & Rao, 2017, para. 5).  

Simply put, the younger volunteers should be empowered to find the solutions and 

directions instead of being directed. With this tactic, volunteer tasks are diversified, and 

engagement among the younger volunteers can be improved in return. Both experts in British 

Columbia believe that it is crucial to make Canada's heritage sector stay “relevant to the 

contemporary world” – not only generation wise but also ethnicity wise. In other words, they 

should put effort into making connections between history and issues/trends in the current world 

to diversify their stories and attract a bigger audience group.  

Reimagine “mentoring”. Even though some younger volunteers find mentoring 

intimidating, some still seek for interactions with the management team or guidance from other 

experienced volunteers. Therefore, heritage organizations should recognize staff and volunteers 

that are interested in working with the younger generation, especially those in the older age 

group, to bridge the generational gap. These individuals should be encouraged to form a support 

community instead of a mentoring team. They will become the point-of-contact when the new 

and younger volunteers have questions or challenges. Volunteers are not forced to have a mentor, 

but the support is there when they need it; in other words, mentoring becomes less formal. Since 

the availability and working style of the mentors and mentees can vary, instead of assigning 

them, it is better to make a mentor of the month board (see below example) so that mentees can 

pick their own preferences. The scope of this study does not explore deeply into this one area; 

however, heritage organizations can refer to multiple studies on organizational mentoring to find 

the best method for them.  



HERITAGE VOLUNTEERING  68 
 

 

Figure 8. A sample of a mentor-of-the-month board. 

Continuously review and evaluate the volunteer program. The “forever changing” 

nature of heritage work and volunteer workforce call for continuous transformation. Therefore, it 

is worthwhile for heritage organizations to evaluate their volunteer program to make appropriate 

changes frequently. Each organization will have its own way to review the volunteer program 

depending on their operation scale; however, some important aspects to include in the evaluation 

process are:  

- Benefits and challenges of each volunteer role; 

- Similarities and differences between volunteers from different generations; 

- Strengths and weaknesses in the volunteer environment; 

- Volunteer’s development plan.  

Also, the management team should check if they can set out mandatory guidelines on core 

competencies (Holmes, 2016). Since the transferrable skills are well-aware by the management 

but not the younger volunteer, these guidelines will make the volunteer experiences more 

valuable.  
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Create more revenues with tourism. This recommendation came from the two experts 

giving an overview of the heritage sector in British Columbia. It aims to ease the constant 

challenge of limited funding at heritage organizations. Instead of heavily relying on volunteers, 

heritage organizations should consider tourism as their ally to bring in more revenue. To attract 

more tourists without overloading the local community, these organizations need to monitor 

tourism seasonality, diversify, and schedule their exhibitions accordingly. When they can 

generate more funds, they can better compensate the younger volunteer group concerning about 

their income and career. Attracting more local tourists can help with building a potential 

volunteer base as well. Heritage institutions can turn this strategy into projects and seek for 

support from tourism department at local universities. The universities can have more hands-on 

project for students; students get to work on real-time issues; heritage organizations gain support 

and new audience at low-to-none cost.   

Avoid undervaluing the older volunteer group. Although this research's focus is on the 

younger volunteer group, this recommendation was suggested by all the leaders and experts. 

With more free time and a stable income, the older volunteer group does not bring less value to 

heritage organizations, compared to the younger group. They can dedicate more volunteer hours 

and broaden the network and experiences to be offered to the younger generations. At the same 

time, they have specific needs and desires to be accommodated as well. This recommendation 

can be developed into a research topic in the future.   

Limitations 

Covid-19 has challenged the process of finding respondents for the research. Therefore, the 

findings and recommendations in this research are heavily based on the leaders' observations in 

the field and past studies. Without the research restrictions during Covid-19, in-person 
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invitations could have led to more participants for both the interview method and survey method. 

Many heritage organizations that are smaller in size or in the rural areas showed no interest in the 

research because they either shut down during the pandemic or had no demand for more younger 

volunteers. Also, there could have been more support from the heritage organizations to share the 

survey with their volunteers. At the same time, the survey did not allow the researcher to 

understand the rationale behind each respond; hence, its meaning and applicability can be 

limited. However, the opinions of the three experts in the field were collected to enrich the 

research outcomes. Lastly, since most studies on volunteer motivations are based in America, the 

UK, or Australia, future studies on heritage volunteer motivation in Canada is still in need.  

Conclusion 

 The study aimed to explore and provide recommendations to heritage institutions on how 

to better recruit and retain volunteers from Gen Y and Gen Z. Interviews with the management 

team, and surveys with volunteers across heritage organizations in British Columbia provided 

useful data to complete this study. Most organizations have acknowledged the need to focus on 

the younger generations for a sustainable volunteer base in the future. However, they still need 

detailed suggestions on how to do so effectively. From the volunteers' lenses, they saw rooms for 

improvement despite the positive experiences they have had. They would like the recruitment 

messages, training programs, and projects to be more organized and relevant to their career. 

Therefore, both long-term and short-terms tactics were recommended to bring heritage closer to 

them, especially on what the sector is actually doing and representing. Even though this shifting 

process can be long and demanding, it needs to be considered seriously for this sector's well-

being in the long run.    
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Société. Society and Leisure, 23, 313-326, doi: 10.1080/07053436.2000.10707533 

Stebbins, R., & Graham, M. (2004). Volunteering as leisure/leisure as volunteering: An 

international assessment. Wallingford, UK: CABI Pub. (2004). Retrieved from 

http://ebookcentral.proquest.com 

Stefanini, P. (2020, March 20). A Simple Secret To Satisfying Gen Z: Listen. Forbes. Retrieved 

from https://www.forbes.com/sites/forbesbusinessdevelopmentcouncil/2020/03/20/a-

simple-secret-to-satisfying-gen-z-listen/?sh=5cf158044d9a 

The Economist. (2019, February 27). Generation Z is stressed, depressed and exam-obsessed. 

The Economist. Retrieved from https://www.economist.com/graphic-

detail/2019/02/27/Generation-z-is-stressed-depressed-and-exam-obsessed 

Vogels, E. A. (2019, September 9). Millennials stand out for their technology use, but older 

Generations also embrace digital life. Pew Research Center. Retrieved from 

https://www.pewresearch.org/fact-tank/2019/09/09/us-Generations-technology-use/ 



HERITAGE VOLUNTEERING  77 
 

World Tourism Organization. (2007). A practical guide to tourism destination management. 

World Tourism Organization. Retrieved from https://www.e-

unwto.org/doi/pdf/10.18111/9789284412433 

Wright, K. B. (2005). Researching Internet-based populations: Advantages and disadvantages of 

online survey research, online questionnaire authoring software packages, and web survey 

services. Journal of computer-mediated communication, 10(3), JCMC1034. 

Xiao, H., & Smith, S. L. (2006). Case studies in tourism research: A state-of-the-art analysis. 

Tourism management, 27(5), 738-749.Statistics Canada (2019). A Portrait of Canadian 

Youth: March 2019 Updates. Retrieved Nov 13, 2019, from 

https://www150.statcan.gc.ca/n1/pub/11-631-x/11-631-x2019003-eng.htm#a1 

Zimmerman, K. (2016, September 22). Why Company Sponsored Volunteer Programs Are 

Keeping Millennials Happy At Work. Forbes. Retrieved from 

https://www.forbes.com/sites/kaytiezimmerman/2016/09/22/company-sponsored-

volunteer-programs-are-keeping-Millennials-happy/?sh=30c80c1878da 

 

 

 

 

 

 

 

 

 


